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’ WasHiNGTON, D.C. 23303

Novembsr 7,. 1973

The Honorable Robart D. Murphy, Chairman
Commission on the Organization of the Government
for the Conduct of Foreign Policy ’ ‘

2025 M Streat, N.W.
Washington, D.C. 20505

' Dear Ambassador Murphy:

" In response to your latter of October 15 | have de-
veloped the attached statement which provides an overall
response to the matters you sug asted for coverage in my
presentation to the Commission in November. | developed
this in unclassified form, as | believed it the most useful
vehicle to stimulate future questions and thoughts by the -
Corﬁgnission members in the actual hearing. | am certainly

- prepared to go into classified matters during the hearing
itself,"or in any follow-up studies of more detail which might
ba needed as you proceed toward your final report.

Sincere!y;
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Novembar 7, 1973

The Honorable Robart D. Murphy, Chairman

Commission on the Organization of the Government
for the Conduct of Foreign Pohcy ’

2025 M Streat, N.W.

Washington, D.C. 20505

' Dear Ambassador Murphy:

In responss to your letter of October 15 | have de-
veloped the attached statement which provides an overall
response to the matters you suggasted for coverage in my '
presentation to the Commission in Novamber. | developed
this in unclassified form, as | believed it the most useful
vehicle to stimulate future questions and thoughts by the
Commlssxon membsars in the actual hearing. | am certainly -

: prepared to go into classified matters during the hearing
itself,"or in any follow-up studies of more detail which might -
be negded as you proceed toward your final report.

Sincerely;
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STATEMENT BY THE DIRECTOR OF CENTRAL INTELLIGENCE »

First, let me confirm yvour assumption about what the
national intellicencs program is. Our intelligence process
includes the collection and analysis of information in or-
der to produce what we call "finished intelligence." We !
use overt, covert, technical, human, passive, and active
collectors. The information collected is then "procassed’--
that ‘is, it is recoxrdad, compared with other information,
and subjected to the appropriate techniques. of scientific
examination such ‘as photographic interpretation, electronic
analysis, and decryption. This "processing” of information
is followed by what we call the "production"” of "finished"”-

. intelligence —- in the form of reports, studies, and estimates -
- which reflect the highest intellectual evaluation which !
we can brlpg to bear upon all the bits and pieces of. fact
and impression at our disposal. The entire lntalllgDnce,
process which I have described relates to foreign intelli-
~gence and counterintelligence, although a number of steps -
in the process chviously have to take place in the United
States. In addition to collection, processing, and produc- -
tion, from time to time CIA also conducts other actiVltISS'
" related to intelligerice affecting the national securlty, as’
dlrected by Lhe Natlonal Securlty Counc11.'»~ .

o

_ The current organlzatlon of the Intelllgence~00ﬂmun1ty
is ‘reflected in the President's directive of 5 Novembcr . ]
1971. It called for the following: . e e

| —— That +the Director of Central Inuelllgence (DCI)
provide leddership to all foreign intelligence -
acthltles ‘of Lhe Unltcd States Government.

— That‘tnere be established a Natlonal Securlty
Council Intelligence Committee (NSCIC).* . The -
purpose of the NSCIC is to give direction and

~guidance on national substantive intelligence -

. *embers are: The Assistant to the President for
llattonal Security Affairs (Chairman), the Under Secre-
tary of catea the Deputy Sac_ﬁeua;f’y of Defense, the

zn of the Joint Chiefs of Staff, and the DCI.
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needs and to provide for the continuing evalua-

tion of intelligence products from the view-

point of the intelligence consumer. ‘
'—— That the Intelligence Resources Advisoxry Committee

IRAC be formed.* This Committee is advisory

to the DCI in his management role.. It helps him

davelop the annual National Foreign Intelligence

Program Budget Recommendations which ‘are sent :

by the DCI to the President--Recommendations _

- which may concern any of the foreign intelligence
expanditures of the United States Government.

That the United States Intelligence Boaxd (USIB)**
- be reconstituted to include a representative -
‘of the Secretary of thea Treasury, and that it =~
- continue to advise and assist the DCI in his sub- .
stantive leadership role with respect to the In-

- telligence Community. - - S

)
n
f= )
=

: Not addressed by that directive but continuing to operate -

is “the so-called Forty Committed.*** This body provides policy
quidance on activities related to intelligence affecting the =
national security, as directed by the National Security Council. .

*llembers are: the DCI (Chdirman), and ona-senior reprg* 'i
sentative each from the Department of Defense, the Depart- . =
ment of State, the O0ffice of Management and Budget, and ’
CTA. . - | T

 #iMambers ave: . The DCI (Chairman); the DDCI;. the Direzctor -
of the Bureau of Intelligence and Research, State Deparimant;
the Dirvector of the National Security Agency (NSA); the. .~
Director of the Defense Intellige.ce Lgency (DIA); repre—
. sentatives of the Secretary of the Treasury, the Federal -
Buraeaqu of Investigation, and the Atomic Energy Commission.

T #iiMombers are: The Assistant to the President for National
Security Affairs.(Chairman), the Under Szeretary of State for
Political Affairs, the Deputy Seeretary of Defense, the
Chairman of the Joint Chiefs of Staff, ond the DCI..

- .
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In his lettar to ma of 15 October, Chalrman Murphy out- .
lined a number of specific subjects which he wished me to ad-
dress in my statement and in follow—-up studies of the Commis-
sion. I have generally keyed the following remarks to the
numbarad sactions of that let '

(1) Authority
The National Security Act of 1947, certain additional
legislation, and the National Security Council Directives
provided for in law are the authorities under which the
national intelligence program operates. . Thé'legislation»'
is currently being re-evaluated by the Congress, and it
" may be that some modifications will be made. To the extent
that any changes further 1imit the national intelligence
activities in which the DCI is interested to the field of -
foreign intelligsrice, and to the extent that they require
The reporting of foreign intelligence'activities‘on a
- reqular basis to certain merbers of the Congress, I would _
" yalcome them. The public should be as free as possible |
from concern about the operations of cur national foreign

intelligence program.

The Natidnal Security Ccouncil Directives which I men--

. tioned are currently under evaluation to determine whether
an unclassified version can be written. This would help to
eliminate any possible’misunderstanding about the existence of
a "secret charter" for CIA or the Intelligence Community. At
the same time, some classified directives will be necessary

to spedificallyﬁimplement +he unclassified guidance of the -
open directives. - _ : : S

I do not view subordination to the NSC as different
from subordination to the President.  The NSC historically:
has played different roles in foreign policy and national
security affairs under different Presidents.’ But no Presi-
dent in recernt times has been willing to function without
access to good intelligence —— whether by direct contact
with'appropriate'ageﬁties ox through'thé'NSC'system-

The responsibilities of some of the agencies of the
Intelligence Community to produce'both'"departmental".
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and "national" intelligence are not in conflict. In fact,.
they are mutually supporting. The military ssrv¥c=s, for
instance, have intelligence arms which provide the tactical
1n‘_ol'vgv..ce necessaxy to support the onefatlonal forces.
ey also contribute information and analysis to those in
the Community who work on "national" level problems. A
utudy is now underwvay to determi
tier support each other for boi
and possible resou?ce savings.

The DCI's responsibiliH[ to "protect inte lllgepce
sources and methods from unauthorized disclosure" is
ba51cally a reSpODSlDlllty ltﬂOUL authority. I do not
- view it as giving any authority beyond the rlght to call
the attention of the appropriate prosecuting authority
to any cases of unauthorized disclosure. In this regard
I confess great concern at the absence of any effective
statutes  to prevent or punish the unauthorized disclosure
of sensitive 1ntelllgence matters. It was only by civil
action basad upon his pre-employment secrecy agreement
that an ex—employee was prevented from reveallng a number -
OL dalvcate matters in a book which he had written. (U S.

~ Marchetti, 466 F. 2d 1309, 1316). This decision is

beljg tested again.

-

Aside from this particular wedkness of the statutes, T
see no need for particular new authorlty to carry out an
effective inte lllgancc'program. The "services of comnon con-
cern” mandate in the current law is adequate, ;hougn of course
there are always minor negotiations between agencies abou; the -
kind and quallty of serv1ce'go be parformyd. - :

.~ You have asked whotnef section 102 (d) (5) of the Na-
tional Sacurwty Act, which provides that the CIA shall per-
form such other functions and duties related to 1nt°lllg=ncc'
atfecting the national security as the NSC may from time ta
time direct, is too broad and open-ended. This is currently
bﬂing consvd red in Congress. I wruld offer that this pro- -
vision has besen used only when specifically directed by the -
NSC undar Presidential authority, that every President :
since 1947 has wused it, and that the shape of the world
today seems to require its use much less often than in the -
more critical of the cold war years. I do not believe that
this weapon should be llgqtly discarded from our national

arsenal.

7 2ct, which gives the CIA the

S
igence of all of the departments

acti 194
right to s ell

— -
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and agencies, is a key factor in molding a grouO of int=2lli-
gance agencies into a community. Without that right, thers
could bs no single souxcs of intelligsnce advice which ac-
counted for the variety of available facts, and the policy-
maker would ba buried in & confusion of uncorrelated reports
and analvses about major problems and events.

{(2) Reguiremants

The principal custorer of our nablopal intelligencs pro-
gram is, of course, -the Prssidsnt. But his key advisors

nd ficers need also to be informed (i.e., the Assistant -

for National Security Affairs, the Sscre- -
aries of State, Dz2fense, Treasury, and SO on)-"THeirvra4’
of their expressad na2
and of the Intollvgcnc= Community's jadgm,nb abouu wvaat -

they . nlgqt nesd.

a
t+o tne Presidant
-
o

virements are a compilation both'oF

There are a varlety oF technigues fof rﬁflnlng such re-
guirements. The USIB and the DCI have established and con-
tinually review a formal list of relatively constant nﬁjor
requiremants. Crisis requlre. nts are gensrally convayed
to the prop=ar action arm of the Covmunlty as a result of my
participation in the Washington Special Action Group (WSAG)
which meets regu.arly and Le=o: me informed of acb1v1ules4
whlbh rvgnt bengfit from intel ligence support ,

In non-crisis SLtuaulons, requvremcnts for 1ngovmation,
come to the Intelligerice Community in a Wld° variety of effec-~ -
tive but not necessarily ords rlj wvays. On a daily basis, )
policy—-oriented analysts are in contact with intelligence ™
analysts and make their needs known in that context. Through
the requiremsnts staffs of each intelligence agency, collec—
tion components can ba tasked. Formal reguests for spacif
 facts or analyses also come by letter or telephone from USLB
.orlnc1pa15, Cabinet members, and the NSC/National Secux ty Ad-
visor level.  Policymaker feedback to the Intelligence Com
Zruﬂvty on 1nte7110ence p?omloms below the first level of
p*lorlgy ..or in non-crisis situations, generally does not
give a clear enough 31g1a7 about how much collection and
" analytical effort the Intelligence Community should exp=and

on a spacific subject. The Community tasks lLSElL wnan this -

is the case.

-5
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(3) (12) Performance and Re sources, Buﬂge;s

DCI has no authority to Oﬁuefﬂlne the bud

The get
power neseds of the various agenciss in tne Intelligence Com-
munity. Each componsnt goes through an indespendent program
and budgat developmant DTOCSSS (in the caszs of State and DOD
intelliganca programs there are daparc tment-wide guidancsas and
constraints which apply apart from inte elligence considerations).
Fach component has an lndepeﬂann review by the 0M3. " Each

AT

comQOﬂent receives from.the Congress an appropriation which
is under its full control. The program proposcd by each com-
ponent to the Congress 1s reVLeJed “however, by the Intslli-
_gence Community (IC) Staff of the DCI.. Fr om. IC staff suggas—
tions, IRAC a°llbﬂrag10ps; and USIB reguirements, the DCX
formuzlates his National o*clgn Tnuelllgenca Program.Pudgnh

Recommandatians foxr thd-*r sicdant. .

‘The major resource pvoblen rac1ng the Communl;y is’
inflation; first in manpower costs, but in all other aspects
of our profession as well. The Droolen can be sta*ed in ;hlS’

- way:

. ~  a. assuming 1evel manpower TeVel'programu,f
-_size; and contlnued 1n_lablon, the resources LO*

- parcenb ﬂby 1978.. This al;ernaulve would b= unac—
: cepuaole to the Congress. - o : A-Q *
b. assuning level dolTaés, a level program,
and inflation .offset by manpower reductions, a .
40 percent cut in manpover would ba requlred by
1978. The Communlity could not take such ‘a cut '
and contlru° to meet its ObllgathnS. :

c. assunlng level dollars, level mapn0wer,
and contlnucd 1nflatwo h re would have to ba a

tacqnlcal syszems Lor the rucure and in procurement;

The solution to the dilenma posea abcve lies in the
hands of the President and the Congress. We can helo by

\(D

.
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(4) Evaluation
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i rts have besen mads within _ae,C07nunl—y itsels, .
u I hava Scheated.anove, we have not had a SL*oLg‘-fm
scardard of pre-established user requirerents agains -
which to measure ourselvas. As a consequnncv,'neasure4'
" mants of effectiveness have usually been taken during or
Lollov1ng soma crisis which might or mlght not have been of .
p?vor concern to policymakers. . Our reviews under such =~ ¢ -
c1rcumsgances ‘have been mlxcd.' At the sams time, on such
"constants"™ as SALT verlrlcatlon and MBFR suooorg wa vould ,

~get hlgn narks

.
[0 Hrws
va
3
94

b‘ i !

I have askea my Intolllgence Comanlty S;afr to con-
centrate heavily on the development of a method. to eval— s
uate our performance. I hope to establish standards B
and to have regula? medsurenent of the effectiveness Oof all -
a;pects of the proze551on underway within a year. - B

(5) - Otber Ingelllgenc@ Acti ities

Forelgn counuerlntelllgevca aCthlgy is d°Slgn d to pro—‘
tect the U.S. governmant and the private sector from pmnaz:a-
tion or manipulation by the 1phelllg;ncc services of othar -
countries. It is our defensive arm, and in this respect :
it is an ~noorbanp adjuncL to the conduct of Lorelgn pollcg_

In genaral 1n;elllgence activities in support of Opﬂra—

I military forces -are subject to direction from the

Chiefs of Staff (JCS) and the Unified and Soec1L1ea Com—~ -
ln Lhe field. The information collected by these ac- .
use mainly to the forces in the field. IJ~

=
[4
.
Ao~
“Lke S
.
L_

— 7_.
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updates their contingency planning for war an affects their
state of readiness. There is some spin-off value to forsign
policy intelligance needs from these'activities;_however."
This is particulaxly truz, for example, during negotia-
+~ions Ior peacs, rfor detente, 2nd in the MBFR context. Data
providad by sOm basically forca-related systems bacomes
oart of a larger data base us2d by analysts who must furnish
otiators. o

(6) = Sp=cial RBrograms

The ‘cryptologic prograns of the various agencies are
coordinated by the National Security Agency (NSA) - Eacn of
the military service ‘cryptologic agencies recaives ‘a budget
to support a program which it plans ‘in response in two sats - .
of guidanceS'—-'one'eSseﬁtialLy related to support Of tha = | .
opérational'forcas;-and +he other designed to satisfy Yna-
tional"” neads. '
nical direction and support to +he service ‘cryptologic
agencies,” for the tasking of those ‘agencies for national T
level objectives, and for the production of cryptologic in- o
telligence in support of national security and foreign pol-—
icy objectives.. L P

_ Tn general, other advancad technological collectiom - '
'prpgramS'are'mangged jointly by the DCI and the Secretary -
of Defense. Nerurally there is concern for both substan— . . .
tive reqqirementS‘and resource'constraints-j~ ST

studies -are now underway to dete :
which it is possible for intelligence-related technical -
collaction systems to SuppoT
information needs elsewhere in the governmant. In the
past soma systems, such as the U-2 aircraft, have been’
used to support'snowpack'studies in the American west and
to photograph nhurricane, earthquake and flood damage for
‘national emergericy relief and economic planning purposes.

uvestions of concarn to

Virtually all of the major g
olve political, economic,

American Foreign policy todzay inv

—-8-

Approved For Release 2004/02/23 : CIA-RDP80M°1133A000900160037-3

rhe Director of NSA is responsible for tech- o

rmine"the'degree'tb  ﬂV:f'“

+ similar but nomn—intelligence ' -



e

"estimates bz independes

and analysis -entirel

4w

Approved For Relf’a 2004/02/23 : CIA-RDP80M01133A0.00160037'-3-

military and other factors. It is essential for good in-
ligsnce assessments to reflect +his varietv. In the
£, the ultimate analytical medium was the National In-
ligenca Estimate. In recsat y=2ars there have bzan &
£y of other NSC-inspired forms which alsc regq
analysis. In an effort to account for thi
= the intelligencs procass which I describ o
e responsive to policymaker informetion reguire-

ve recerntly esteblished a new group of "Na-— o
lligenca Officers” (NIOs) for specific subject- .
ir job will bs to enlist all elements of the B

[l

ol N S TS B a ¢V I € S AV ¢
o SN O S TIN (VIR C ISR T) Q)

Wrrﬂ(D%(Tq;T@ cr
A .
o

D (D wix

T n
reas. Tnelr
Intellig=ance Community in the development of the bast pos— .
sihle assassments of the intelligence questions facing the
T have instructed that Community reports and N

arnt of policy pressure and objective . -
Thsav will also incorporate minori el e
these exist. . : ' -

governmant.

in tone and content.

or adverss views when
I do not bzlieve that agasncies should handle reseaxch .-

’ v apart from collection and operations,

or in ignorance of the policy formulation and implementation

process.. If anything, the interdependence of policymaking, -

analysis, and collection should be increased so that col- . -

lection and analysis -are focusad more precisely on user - B

needs and profit more From use¥ experience. Foreign policy - R

and national sacurity concern o

s arise 'in a dynamic environ-

" ment —— one in which collectors and decisionmakers are ac— - - i

tive. .To divorce analysis from this environment would re-= -

" duce and slow its flow of information and minimize its —~ "L

A+ the same time, control over the substantive "

utility. -
licy questions should - . -

content of analytical responses tO poO

- Hot ba vested in the policymaker except with respect to sub- -

in classified testimony. It is clear,

e timing and format of re-

stantive reguirements and th .
analysts remind policymakers - .

sponses. From time to time

. of this distinction. - . o . - IS

'(8) ~ Emerging Needs
of coursé, ba given = .

Any answe¥ to this guestion musi,
however, that the in--

telligence questions facing our nation in the 70s are dif-
feront from those of the more extreme days of the Cold War.

‘e needs are arising which require intelligence support

s
(D

e
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in the fields of econowics, narcotics, and international ter-—
rorism. These naw needs are reflected in the overall guid-
ance baing dsvelopasd fox tha CO::hﬁlgy. - :

(9)  Oversicht and Accountability

1 to the authority of

S the two Armed Services

I : iations Committeas —-- under
tn° ru1=s es;anl1sh d in each House. In addition, he pro-

. vides regular substantive brleLvnga to a number of other
commitiees. In the Exacutive Branch, he is responsible for
substantive matters to the National Security Council and
the . ?resid_ﬁt, and for budgst and management matters to

OMB and the President. H=2 is responsive to the substantive

State, Defense, and other
agencies with foreign intelligencs interest, and the activi-

tieg ‘0of the Inte lllgervca Community are subject to their - o

evaluation. All activities in which CIA and the rest of -~ =~ =

the Inuellvgence Commnnlgy.v"gage are subject to review in

As Lha Qnalrman of the Armed SﬂerceS ConmJ.‘_tec sald -
in 19d9 when ha reported to the Senate the Central Intelli- - .

gence Agency Ac;,‘v ) : . ”4:;,;:1 ST

”Ouro uzZZ pornaos ba the OﬂZy Government

having a law providing for such an actzvzty.
Other governments simply appvoprhate a dzsguzsed
.. sum of money, without arny authority of law, to . . S
“handle the matter through some government.- oyfz—“ L
" eial. He are urztzﬂg the whole law ouvt....We
are not doing what other countries do. We are
throwing every possible democratiec sqfeguavd

- around 1t as we. go aZong,
In testlnony durlng my conflrmaulon haar ngs, I 1ndl—
cated théet it is for. the Congress to decide whether tbera'
should be legislative changes in. the authorities over for
eign intelligence activities. It is a persistent dllemma
for the governmant to determine to what degree the public

Approved For Release 2004/02/23 : CIA-RDP80M01133A00090016003‘7-3
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) should ba informed about intelligence activities. The pol-

' icy of the Intelligsnce Community is to be as forthcoming
as possible while protecting the basic elements of secracy
which are necessary if we are to be effective. :

o P
s m L L=l

(10) Controls

All intelligence operations stem from a variety of au-
thorities. The NSC's "Forty Committee"” controls foreign
operations. By Presidential letter the Ambassador has
overall authority over-operations in the country to which -
he is posted. He is kept aware of operational activity in .
-his country. . :

(11) Personnel -

There are no cross-Community personnel procedures over
which the DCI has control. The individual components of the
Community establish their own professional criteria. Tn
testimony at my confirmation hearings I included a report on
CIA's recruitment activity (see pages 185-186). While im-
provements can be made, there are no special legislative
needs at this times. ' T - o

. In answer to- the second part of your gquestion, let me = -
: - say that I belifeve that compartmentation is not a serious -

- restraint upon the exchange of ideas within the Intelligence
Community. Usually "compartments” are used to protect B
sources ‘and methods rather than facts themselves. Need-to-

‘know is the quiding factor in the protection of informationm.
Those wha work on a problem at the highest level have ready
access to information they need. They must only show that -
the kind of information which they seek is key to their an-
alysis, and that thelr project will be ‘used by a policymak-—
ing level sufficiently high to warrant the inclusion of com-
partmented intelligence. » .- ;

- (13) Overseas Establishment

Control and coordination of foreign intelligence activi-
ties overseds is not a serious problem. The Ambassador is -
charged by the President to direct and coordinate the activi-
ties and operations of all elements at his mission. He ac-
tively directs overt information collection and reporting

activities. Subject to his authority, the senior CIA

-11-
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representative in a foreign post is responsible for the
coordination of other foreign intelligence activities
there. :

With very rare exception, close and effective relation-
ships exist between all mermbers of the country team. If
there are problems which are particularly difficult to re-
solve in the field,they are worked out in Washington. The
question of effectiveness in the field is under constant
evaluation at the agency, Community, and user level. Coord--
ination, however, is not a major problem with respect to
the effectiveness of foreign intelligence activities.
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